Introduction
O ne of the most fundamental assumptions held by applied anthropologists is the view that the anthropological perspective can be fruitfully applied in any human endeavor. As stated by P. Higgins and A. Paredes in their introductory notes to Classics of Practicing Anthropology 1978 -1998 (Society for Applied Anthropology, 2000 , this has been the underlying philosophy of Practicing Anthropology since its first publication.
The following paper describes how the anthropological perspective is being fruitfully applied by the author in a relatively recent human endeavor: using information technology to redesign/restructure/reengineer organizational processes, structures and culture. Practitioners of Information Technology and Management consultants use the cover terms Business Processes Reengineering (BPR) and more recently Business Processes Management (BPM) when they refer to this type of activity. Despite the extensive literature on BPR since the early 1990's and on BPM starting in 2000, I do not know about any explicit attempt to apply anthropological method and theory to BPR-related efforts. In this paper, I wish to state some of the generic potential benefits of anthropology to any BPR-related efforts and demonstrate this using concrete examples from a three years applied research effort conducted by the author during 1998-2000 in the Israeli Defense Forces.
APPLyING ANTHROPOLOGy IN INFORMATION TECHNOLOGy DEPLOyMENT AND IMPLEMENTATION EFFORTS: bUSINESS PROCESSES REDESIGN IN THE ISRAELI DEFENSE FORCES business Processes Reengineering: Concept, Assumptions and Problems
Business Processes Reengineering combines the adoption of a workflow and process view of organizational activity with the application of advanced Information Technology in planned organizational change efforts. Central to any worthy BPR effort is acting on the basis of the conviction "Don't automate, Obliterate", coined by Michael Hammer, the father of BPR. In his words: "It is time to stop paving the cow paths. Instead of embedding outdated process in silicon and software, we should obliterate them and start over. We should 're-engineer' our businesses: use the power of modern information technology to radically redesign our business processes in order to achieve dramatic improvements in their performance" (Hammer 1990, Harvard Business Review 68(4):104) . At about the same time, Thomas Davenport and James Short published another landmark article in the field of BPR entitled "The New Industrial Engineering: Information Technology and Business Process Redesign." While the author names were different, the message was the same: IT should be used to creatively re-wire organizational entities and processes. The ability of IT to bend time and space would allow new business structures, business processes, and business models. Improving, Redesigning, and Automating Processes, New York and Oxford: Morgan Kaufmann Publishers [2003] ).
Today, due to its potential impact on key performance criteria such as delivery and response speed, low cost per output unit, and high process quality,
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business processes reengineering is on the agenda of many large and mid-sized organizations in the private/business, government and NGO sectors. As a topmanagement issue, business reengineering projects are typically initiated from the top down and implemented from the bottom up, within the hierarchy of a given organization. BPR/BPM -if implemented successfully-not only transforms processes, but ensures that the structure, the work-place contents, the information technology in use and the culture of the organization successfully assimilate the improved processes. And yet, due to the amount of potential change affecting people and their work environments, business reengineering projects are often accompanied by a considerable amount of resistance from the organization's members and outside forces. Additionally technical obstacles may prevent business reengineering implementation success. In the worst case the barriers to business reengineering implementation may cause a failure of the whole effort. Sources talk about high failure rates of BPRs, some running as high as eighty percent.
Anthropology and bPR in the Israeli Defense Forces
During the years 1998-2000, the Israeli Defense Forces hired the author to examine ways to optimally deploy a major command and control information system at a headquarters level of an active duty division. The division was the first to adopt the new information system and lessons drawn from the project were to be implemented in the other divisions that were about to adopt the system later. Although not explicitly phrased in BPR terminology, the IDF was interested in leveraging the opportunity of the introduction of the new system to optimize and improve organizational processes, structures and work culture in the division's headquarters. In the following three years, the consulting work has been integrated and embedded in a longitudinal formative (as opposed to summative) applied research project. Insights and lessons gained in this study in reference to the value of anthropology for such endeavors are discussed below.
Our study focused on three related, chronologically-ordered research questions: What happened in the course of the transition to the new Information system? Why did it happen the way it did? And a final, retroactive and applied-oriented question: How could it be done differently to maximize the effort? A qualitative research design framework vectored along three core anthropological principles (holistic, comparative and emic views of reality) and powered by interviews and observations led the research effort and gave it its applied anthropology "edge." The first research question was a documenting-oriented one: What happened to the organizational processes, structures and culture of the division headquarters in the course of implementing the new information system? This was a classic before and after "snapshot" documentation. We were interested to know whether core business processes in the headquarters were improved as a result of the transition to the new information system, whether positions and roles of staff were altered (structural changes), and if changes in "corporate culture" can be documented and related to the new command and control system. In short, we wanted to know if the transition to the new system was "automation" or "obliteration" oriented and in each of these scenarios, whether it touched and improved core business/organizational processes.
In order to do this, we conducted a series of in-depth interviews with key organizational players in the division's headquarter before the introduction of the new system. The interviews were aimed to record (and hence, to "freeze" in time) the state of things before the introduction of the new information systems. Senior officers and key staff in three distinct command centers within the headquarters (operations, intelligence and logistics commands) were asked to describe: (1) core competencies and responsibilities of their command center within the division headquarters (2) core business processes that are used within their command in order to implement these key responsibilities. Next, the interviewed officers were introduced to the notion of BPR/BPM and to the organizational transforming potential of information systems. The interviewers were then asked the following question: Given that Information Systems can be used to redesign structures and processes in your command and the entire headquarters, how would you use them to improve and transform your current business structures and processes in the most innovative and productive way? By the end of this phase of the research, we had a clear "emic" documentation of the perceived current reality by headquarters officers. These materials were then used together with the analysts and the planners of the information system to determine problems and opportunities, to better analyze and understand existing roles and processes, to determine information requirements, and to "calibrate" their perceptions of the future system with those of the users. Furthermore, and perhaps more importantly, we had the most important yard stick to measure the success of the BPR process: that of the users.
By recording user expectations of BPR/BPM levels in advance (that is, "what would constitute a success of the project?"), we could measure actual BPR/BPM transformation levels at the end of the project and "calculate" the effectiveness of the project in terms of organizational transformation. In this sense, the ultimate judgment of the success of the process was not the outside specialist (me) or some other professional outside agent but the users themselves. Surly, I had my own observations and professional assessments of the projects, but in terms of authority in answering the question of BPR success, nobody could argue with the users. I believe that my (anthropological) view that any documentary effort is always interpretative effort (in the soft, nonpost-modern sense of things), contributed to an improved understanding and evaluation of the process of introducing the information system. In practice, we were able to introduce the "native" (user) view of what will constitute a success and what needs to be done into the process of designing and implementing the information system. We have embedded in silicon the emic view of users in the division's headquarters.
Anthropological perspectives and methods proved valuable also in dealing with our second question: Why did the project developed the way it did? First, the anthropological holistic approach to understand social process related very well to the notion of business processes as cutting through organizational boundaries. Units, commands, divisions, are linked by organizational process and intertwined and weaved together to create a unified organizational entity. Accordingly, adopting holistic view of the business processes in our interviews with headquarters'` officers reduced their tendency to express current and desired future states of the organization in compartmentalization-oriented perspective. The users saw themselves as part of a whole. The holistic approach also helped us in retroactive explanation of why things happened the way they did. For example, we looked at aspects of technology (e.g. gaps between user desire and technical constrains), organizational politics (e.g., internal power struggles over authority and resources among officers) and finally, economic look at Return on Investment (ROI)-(e.g., how ROI considerations influenced the level of BPR application).
We have conducted textual analysis to study operational manuals of the headquarters before the introduction of the new Information system and compared them with the software operational manuals in the post-information system state of things. We have also analyzed all the administrative exchanges and literatures related to the project (including meeting protocols, exchange of letters and other forms of correspondence between developers, decision making military authorities and documented internal discussions within the division) in order to provide an accurate historical review of what happened and why things happened the way they did from a multiple perspective.
Lastly, we turn to our final retroactive and applied-oriented question:
How could the introduction of the new information system done differently to maximize the effort? Once again, anthropological perspectives influenced our approach in dealing with this question. By empowering users via our emphasis on the emic view of things, I, as a consultant, was able to avoid the situation in which I had to provide directly the organization with an external yardstick to BPR success. Instead, I did it through its own people who expressed their own (high) BPR expectations independently, even before the project started. The users set their benchmark of project success at the beginning of the project (by stating what they think should be done with the introduction of the new system) and these statements became the yardstick by which the division management evaluated the success of the project in terms of BPR levels. At analysts of the information system etc.) and added our professional knowledge and (external, industry standard) benchmarking values from best BPR practices conducted elsewhere to generate a complex, yet clear, picture of what happened, why it happened the way it did, and finally how could it be done better.
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